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Conference Room Pilot Objectives and Approach

Select single-vendor to conduct Conference Room Pilot (CRP)

Create business process scenarios to evaluate core software 
capabilities

Identify gaps between the core software capabilities and the 
business requirements 

Evaluate technical architecture and software development 
approach to determine technical gaps

Document gaps between the core software solution and business 
requirements

Determine if customization of the core software package can 
mitigate gaps
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Project Overview
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Survey and Screen 
COTS Candidates

Develop COTS/Vendor 
Information Request

Finalize COTS Selection 
Criteria

-Review Business Requirements
- Review Business Process 
- Finalize Selection Criteria (functional,       
Technical Criteria)

Prepare and Distribute 
Information Request Packet

-Prepare Information Request Packet
-Distribute Information Request Packet

Process

Deliverables

Assess COTS Market

-Identify Candidates
-Contact Vendors
-Review and Catalog Vendor Data

Define Business 
Requirements 

-Document High Level Business 
Requirements
- Conduct High Level GAP Analysis

• COTS Vendor List
• High Level Business Requirement
• High Level Gap Analysis

• COTS Selection Criteria 
• Information Request Packet

• Business Case Feasibility and Options
• COTS Evaluation Result

Conduct Conference Room 
Pilot and Gap Analysis

• Conference Room Pilot
• Gap Analysis Document
• Detailed Cost  and Benefit Analysis

Phase 1 completed on July 12, 2002. 
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Evaluate COTS/Vendors

Conduct Vendor Evaluation 
Demos
- Prepare for Vendor Demos
-Conduct Vendor Evaluation Demos
-Score each COTS/Vendors

Contact Customer References 
and Conduct Site Visits
-Obtain and Review Customer References
-Prepare Questionnaires
-Select and schedule site visits
-Conduct Site Visits 

Select COTS Finalist and 
Negotiate
-Analyze Costs and Benefits
-Begin Negotiation with Finalist Vendors
-Confer with Management, Contract and 
Legal Counsel
-Conclude Final Negotiation with Chosen 
Vendor 

Finalize COTS Selection
Prepare COTS Evaluation Report
-Prepare for Conference Room Pilot
-Prepare for Installation Verification

Co
m
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eConduct Conference Room 
Pilot

-Plan for Conference Room Pilot
- Establish Conference Room Pilot 
Environment
- Prepare for Conference Room Pilot
- Educate Conference Room Pilot Conduct 
team
- Configure Packaged Software
- Execute Conference Room Pilot

Conduct Gap Analysis

-Analyze Packaged Software gaps
-Verify and validate Conference Room 
Pilot
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High Level Collections Overview

FSA FSA FSA FSA

 

National Credit
Bureaus

Assign to Private Collection Agencies (PCAs)

Administrative Wage Garnishment (AWG)

Federal Defaulter Program (FDP)

Treasury Offset Program (TOP)

Consolidation (FFEL or Direct)

12+ Private Collection Agencies

HHS/NDNH

Bankruptcy

Skip Trace

DischargeCredit Report Litigation

Private Employers

DOD

USPS

HUD

FSA

FARS

DOJ

FMSNSLDS

36 Guarantee Agencies
(Stafford Loans)

~ 500 FFEL Lenders
(FISL Loans)

~10,000 Schools
(PELL & SEOG Overpayments,

Perkins Loans)

DLSS
(Direct)

LC
(Direct)

Congressional Office

4.3 Million Defaulted Borrowers
6.9 Million Debts
12.7 Billion FY01

                          $          $          $

Call Centers
(PIC / DCSIC)

NPC
(Payment Processing)

SLPC
(Letters, Bills, Imaging, etc...)

San Francisco
Chicago

Atlanta

= DMCS User Site

www.collections.sfa.ed.gov

= websites

Collections / DMCS

ECMC

Ombudsman

AWG Hearing (Atlanta)

FDP Hearing (Chicago)

TOP Hearing (Chicago)

Rehabilitation (FFEL or Direct)

Washington D.C.

FFEL Loans

www.collections.sfa.ed.gov

www.1800IWillPay.com

SSA

Students Channel

$1.4 Billion FY01

Refund$

Commission $

ED

Treasury

Collections (High Level Overview)Students Channel

The legacy DMCS System supports Collections’ complex business, including the 
critical needs of 70 internal and external business partners.  
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Solution Definition

Siebel has been chosen as FSA’s enterprise customer interaction solution. The Siebel 
front-end user interface will be integrated with Raytheon’s Quester solution.

DMCS Replacement Solution Visual Diagram

Custom Interf ace

San Francisco

Call Centers
(PIC / DCSIC)

Atlanta Chicago

Washington D.C.
ECMC

Quester
Application Data

San Francisco

Call Centers
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Washington D.C.

EAI Bus Serv ers (MQ Series)

Send Tape

DLCS

NSLDSCMDM
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Siebel
Application Data

Send Send
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COD

FTP File

FTP File

Schools

 

USPS
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DOD

Treasury
National Credit

Bureaus Health & Human
Serv ices

HUD

Data Integrator - EFT Data Integrator - Tape
User Interfaces

Internal System Interfaces

FMS

Front-end Solution Back-end Solution

NPC
(Payment Processing)

SLPC
(Business Fulfillment)

ECMC Private Collection
Agencies

User Interfaces

External Data Interfaces

Hard Copy
Transmittals

DOJ

Social Security
Administration

ECMC Priv ate Collection Agencies Guaranty  Agencies
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38%59%Average % Completion* Based on All Business Areas 
Examined during CRP: 

25%53%"Core" has posting and subledgerFin. Mgmt & 
Accounting

40%55%Requests accommodated, must be integrated with a 'letter writer'Letters/Bills

45%63%Functionality exists in the "Core"Consolidation/Rehab

50%65%All types of discharge currently addressed in "Core"Discharge

40%65%Currently replicates 10 file exchange processes for TOPTOP/FDP

40%63%Streamlined - compliantWage Garnishment

35%58%Currently replicates 14 file exchange processes in FFELPCA Assignment

30%50%Currently supports only Stafford Loans, uses CAM/CCI formatNew Debts

% Completion 
of Core FFEL 
Functions + 

To-Be’s 2

% Completion 
of Core FFEL 
Functions 1

CommentBusiness Area

1 Estimate of “core” Quester's ability with regard to the core FFEL functions
2 Estimate of "core" Quester's ability with regard to FFEL's core functions plus the "to-be" recommendations
* Estimates do not include impact of proposed technical architecture (i.e., Siebel, EAI Bus, etc.)

Over 50% of FSA’s core business requirements have been built into Raytheon’s
Quester solution and 45% of the “to-be”reengineered requirements are scheduled to 
be completed by the end of 3rd quarter 2002

Business Requirements Gap Summary
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Technical Requirements Gap Summary

0%Performance testing has not covered batch jobs or up to 1000 concurrent users (brief testing up to 250 users 
was done) or done enterprise wide performance testing (SLPC, NPC, EAI and Siebel).

Performance Testing

0%While Raytheon is developing a new data hosting facility and has hosted the FFEL application before, it does 
not currently have a completed data hosting facility. 

Data Hosting

0%A formal training program has not been developed for the new application. Training

0%There is currently no Help Desk system developed for the Quester application.Help Desk

15%Raytheon has not designed the the application to meet FSA security standards. Additionally, the FSA 
security policy is in draft format.

Security

0%Raytheon does not have a conversion plan or proven experience with converting the Integrated Database 
Management System (IDMS) data to a relational database.

Conversion

10%The Raytheon application is currently developing data exchange interfaces. Additionally, Raytheon has no 
experience interfacing with Siebel. 

Interfaces 

5%Raytheon has purchased the Actuate reporting engine and designer for the new application.  This tool does 
not satisfy critical reporting requirements and is not a Modernization Partner standard.

Reporting

25%The Raytheon application has hard-coded workflow rules (through the use of EJBs) instead of using an 
object oriented workflow engine.

Workflow

75%There is a concern for how the use of Enterprise Java Beans (EJB) version 2.0 will perform. The 
performance of the EJBs has only been 10% tested while the application architecture is 75% complete

Application Architecture

20%The Raytheon application does not have the ability to attach or view imaged documents. In addition, it has 
not yet been integrated with a 3rd party letter generation tool.

Document Management

75%While Raytheon has engineered their database correctly using Oracle 8.1.7, the Raytheon application does 
not have archiving and restoration functionality.

Database
(Archive and Restore)

% CompleteCommentTechnical Area

Raytheon will have to overcome the following technical challenges to deliver a Debt 
Recovery Management system by 2nd quarter 2003.
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Quester Development Approach

Raytheon uses the rapid application development methodology  (RAD), an iterative 
development approach for building software solutions.

CustomizationDetailed
Requirements Test Training Deployment Support

Siebel Integration
•On going 
process
•Data 
synchronization

•Messaging 
requests
•Batch 
Processing

•Real Time 
Interfaces
•Data 
Translations

•Business 
Requirements
•User (PCA) 
Requirements
•Database 
Conversion 
Requirements
•Interface 
Requirements
•Data Hosting 
Requirements
•Report 
Requirements

•Quester 
Customization
•Build Browser 
based 
Application 
•Database 
Conversion
•Build Tech 
Interfaces
•Design Data 
Hosting
•Build Actuate 
Reports

•Performance 
Test
•Integration 
Test
•User 
Acceptance 
Test
•Develop 
Training 
Material

•User Training
•Workshops

•Client installs
•Training delivery
•Communication

•Help Desk
•Hosting
•Technical 
Support
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The Consistent Answers Project consists of 5 releases.  The DCSIC and Regional 
Offices are included in the 3rd release.  The following implementation strategy has 
been used for the previous 2 releases and will form the foundation for release 3.

•Process Flows
•Workshops
•Define 
Requirements
•Review 
Requirements
•High Level 
Design

•Review Data 
Model
•Design 
Application
•Workshops
•Develop 
Prototype

•Develop Siebel 
Screens, Views, 
and applets
•Workflow
•Interfaces
•Unit Testing
•Training 
Development
•Technical 
Architecture

•System 
Testing
•Integration 
Testing
•Performance 
Testing

•Client installs
•Training delivery
•Communication

•Help Desk
•Hosting
•Technical 
Support

•On going 
process
•Data 
synchronization

•Messaging 
requests
•Batch 
Processing

•Real Time 
Interfaces
•Data 
Translations

DesignRequirements Build Test Deployment Support

Siebel Development Approach

Quester Integration
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Final Recommendations

Select Raytheon’s Quester solution for the replacement of the debt 
collections management system 

Begin reengineering existing business processes to reduce 
business services fulfillment operation costs

Work closely with the Common Services initiative to begin 
constructing the foundation for an integrated servicing, 
consolidations, collections platform

Explore the Portfolio / Asset Manager share-in-savings funding 
option
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Next Steps

Determine if the DMCS replacement solution project should be put
on hold until the Common Services project is completed

If DMCS project is placed on hold:

• Analyze the options for the Consistent Answers replacement of 
the DCSIC call center system

• Integrate Consistent Answers with the existing DMCS system 
(cost of building solution twice)

• Determine if the DCSIC replacement can be moved to a later 
release

Understand FSA’s interest in pursuing the Portfolio / Asset 
Manager funding option
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Appendix A

Functional Requirements Gap Details
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New Debts

* - Denotes “To-Be” Requirements
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New Debts

* - Denotes “To-Be” Requirements
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New Debts

* - Denotes “To-Be” Requirements
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PCA Assignment

* - Denotes “To-Be” Requirements
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PCA Assignment

* - Denotes “To-Be” Requirements
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PCA Assignment

* - Denotes “To-Be” Requirements
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PCA Assignment

* - Denotes “To-Be” Requirements
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AWG

* - Denotes “To-Be” Requirements
** - Denotes original TO66 Requirements
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AWG

* - Denotes “To-Be” Requirements
** - Denotes original TO66 Requirements
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AWG

* - Denotes “To-Be” Requirements
** - Denotes original TO66 Requirements
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AWG

* - Denotes “To-Be” Requirements
** - Denotes original TO66 Requirements
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AWG

* - Denotes “To-Be” Requirements
** - Denotes original TO66 Requirements
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Letters

* - Denotes “To-Be” Requirements
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Letters

* - Denotes “To-Be” Requirements
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Billing

* - Denotes “To-Be” Requirements
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Financial Management & Accounting

* - Denotes “To-Be” Requirements
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Financial Management & Accounting

* - Denotes “To-Be” Requirements
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Financial Management & Accounting

* - Denotes “To-Be” Requirements
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TOP/FDP

* - Denotes “To-Be” Requirements
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TOP/FDP

* - Denotes “To-Be” Requirements
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TOP/FDP

* - Denotes “To-Be” Requirements
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TOP/FDP

* - Denotes “To-Be” Requirements
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TOP/FDP

* - Denotes “To-Be” Requirements
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TOP/FDP

* - Denotes “To-Be” Requirements
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Discharge

* - Denotes “To-Be” Requirements
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Discharge

* - Denotes “To-Be” Requirements
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Discharge

* - Denotes “To-Be” Requirements
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Consolidation/Rehabilitation

* - Denotes “To-Be” Requirements
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Consolidation/Rehabilitation

* - Denotes “To-Be” Requirements
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Consolidation/Rehabilitation

* - Denotes “To-Be” Requirements
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Consolidation/Rehabilitation

* - Denotes “To-Be” Requirements



4444TO 91 – DMCS Replacement

Consolidation/Rehabilitation

* - Denotes “To-Be” Requirements
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Appendix B

Technical Requirements Gap Details
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Appendix C

Mitigation Strategy for Technical Gaps
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Application Architecture
GAP

There is a knowledge gap for how Raytheon’s use of Enterprise Java Beans (EJB) 
version 2.0 will perform. 
The performance of the EJBs has only been 10% tested while the application 
architecture is 75% complete.

Risk
Due to the fact that EJB 2.0 is a new specification and only a few application server 
vendors are compliant with the specification, there are no projects within the 
Department of Education that have implemented this exact persistence strategy in a 
large-scale application environment. The EJB 2.0 Entity Beans using container 
management persistance and local references could result in performance issues.

Mitigation Strategy
Performance test EJBs.
Application tune the EJBs.
Provide alternative access methods (e.g. JDBC, BMP, & JDO).
Tune the Database.
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Database – Archive and Restore      
GAP

While Raytheon has engineered their database correctly using Oracle 8.1.7, the GA 
application does not have archiving and restoration functionality. 
0% complete for Archive/Restore and 75% complete for database.

Risk
Performance of the database could degrade without an archiving strategy.

Mitigation Strategy
A team will be required to gather requirements, design, build, test, and deliver an 
archive/restoration solution.
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Workflow Management
GAP

The Raytheon GA application has hard-coded workflow rules (through the use of 
EJBs) instead of using an object oriented workflow engine. 
25% complete.

Risk
Without a proper workflow engine, authors will not be able to refine business 
processes without having to undertake new development activities.  In addition, 
requirements to track, monitor, and measure process productivity and effectiveness 
will not be met.

Mitigation Strategy
A third party workflow engine, that allows for flexible, new development of business 
processes and the measuring of process productivity, should be selected and 
implemented in place of the hard-coded rules.
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Document Management 
GAP

The new Raytheon GA application does not have the ability to attach or view imaged 
documents (i.e. Promissory Notes and other loan records) to a borrowers account. 
In addition, the Raytheon GA application has not yet been integrated with a 3rd party 
letter generation tool.
20% complete.

Risk
A paper based system would result in long delays to acquire supporting 
documentation and human error in losing borrower information.
Without a letter generation tool, the system will have to be customized to maintain 
numerous letter templates and generate thousands of letters per day.

Mitigation Strategy
Quester must be integrated with the current Raytheon document generation tool, 
Pres by Printsoft.  A new document viewing architecture must be designed, built, 
tested, and deployed.
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Security 
GAP

Raytheon has not designed the the GA application to meet FSA security standards. 
The FSA security policy is in draft format.
15% complete.

Risk
If a new security plan is not finalized quickly, then the Raytheon GA  application will 
fail to meet FSA regulatory security requirements and deployment of the Quester 
application will be affected.

Mitigation Strategy
FSA is currently designing a new security plan. Once the plan is finalized, ensure 
that all security features shall be incorporated into Quester.
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Conversion
GAP

Raytheon does not have a conversion plan or proven experience with converting the 
Integrated Database Management System (IDMS) data to a relational database.
0% complete.

Risk
Without proper conversion, the new Quester application cannot be deployed

Mitigation Strategy
In order to complete the conversion effort in time for testing and deployment of the 
new collections system, a task order may need to be created for the analysis, 
organization, and scrubbing of data.  Additionally, a detailed conversion tool 
evaluation should begin immediately.
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Interfaces (File Transfers)
GAP

The new Raytheon GA application contains java objects to load data from its trading 
partners. However, the data exchange interfaces are currently under development.
Raytheon has no experience interfacing with Siebel
10% complete.

Risk
Without proper data flow between the new Quester application and its internal and 
external trading partners, the new application will not be able to function properly.

Mitigation Strategy
The IBM’s MQ Series Bus should be leveraged as the transport mechanism for all 
data communication with Siebel.
Prototype the Quester application with the MQ Series Bus and Siebel.
Leverage the MQ Series system for all other interfaces to and from the new Quester 
application.
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Reporting
GAP

Raytheon has purchased the Actuate reporting engine and designer for the new GA 
application.  The tool, with its selected components, does not satisfy critical reporting 
requirements regarding data analysis, web administration, graphical drill-downs, and 
high availability.
Actuate is not a Modernization Partner standard for reporting tools.
5% complete.

Risk
Actuate does not meet all of the reporting functional requirements in its current 
configuration.
Support, training, and interface issues could result as Actuate is not a Mod Partner 
standard tool.

Mitigation Strategy

Either upgrade Actuate to the enterprise version that meets client requirements or 
use the Mod Partner standard reporting tool MicroStrategy.



5555TO 91 – DMCS Replacement

Performance Testing
GAP

Raytheon has not performance tested batch jobs or up to 1000 concurrent users 
(brief testing up to 250 users was done). 
Additionally, enterprise wide performance testing (SLPC, NPC, EAI and Siebel) has 
not been completed.
There is currently no performance test plan or strategy documented.
5% complete.

Risk
Without enterprise wide performance testing, unknown issues could affect the 
deployment of the system (e.g database contention, hardware failure, transmission 
failure of messages, high response times for functionality, etc.).

Mitigation Strategy
Leverage ITA’s proven performance testing strategy using Mercury Interactive 
LoadRunner.
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Data Hosting
GAP

While Raytheon is developing a new data hosting facility and has hosted the FFEL 
application before, it does not currently have a completed data hosting facility. 
0% complete.

Risk
A robust hosting facility must be selected or potential system downtime could occur.
The selection process of identifying a hosting center can delay deployment.

Mitigation Strategy
A data hosting evaluation will need to be performed to select a robust hosting center.
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Training
GAP

A formal training program, including class curriculum, training application, and 
training facility, has not been developed for the new application. 
0% complete.

Risk
End users of the Raytheon GA  application and associated tools will not be properly 
trained, and therefore will not have the proper skill set to operate the system.

Mitigation Strategy
Work with Raytheon to develop a new training program for the Quester application.
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Help Desk
GAP

There is currently no Help Desk system developed for the Quester application.
0% complete.

Risk
Without technical support for the Quester application and associated tools, the 
application cannot be properly supported.

Mitigation Strategy
Work with Raytheon’s Help Desk team to ensure that all requirements set forth by 
the DMCS Replacement project are met.
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Appendix D

“As-Is” Functional Specification
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Appendix E

“As-Is” Technical Specification


